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. _ABSTRACT
Strategic Leadership “Are-There Two Levels of Leaders ship in The
Army or Three? by LTC Joseph H. Purvis Jr. USA, 48 Pages.

There is an ongoing discussion within the Army's leadership
doctrine community which focuses on the question; are there two
levels of leadership or are there three? '

Current leadership doctrine ( FM 22-103 Leadership and
Command at Senior Levels ) identifies two levels of leadership;
direct leadership at the tactical level of war with face to
face contact between leader and led. Above the tactical level,
indirect leaderzhip is practiced.

Army Regulation 600-100 ( Army Leadership > dpscribes
leadership as multi-dimensional with direct and indirect skills
being applicable dependent upon the level of complexity in
which the leader iz working. Department of the Army Pamphlet
$00-80 ( Executive Leadership ) identifies three levels of
leadership. The doctrine, regulation and pamphlet are thus at
odds concerning levels of leadership. This paper attempts to
determine if there are different requirements for levels two
and three or above the level of direct leadership. Is there a
‘top ( strategic > level which should be so identified?

First, the careers of Douglas MacArthur, George C. Marshall
and Dwight D. Eisenhower will be reviewed using the des criptors
for the levels of war as the criteria to judge leadership skill
level differentiation. Military leaderzhip literature will
then be analyzed to determine skills required and leadership
level differentiation when evaluated against the established
criteria. Civilian leadership literature is also reviewed with
the overall intent being to determine if there are level
dependent skills or attributes.

The paper concludes that there are three levels of
leadership and that the dortrino should be modified to reflect
three distinct levels.
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Introduction

There is an ongoing discussion within the Army's
leadership doctrine community which focuses on the question;
are there two levels of leaderzhip or are there three?

Current leadership doctrine ( FM 22-103 Leadership and
Command at Senior Levelé ) identifies two levels 5f leaderszhip;
direct leadership at the tactical level of war with face to
face contact between the leader and led. Above the tactical
level, indirect leadership is practiced. Indirect leadership
involves intermediate organizational levels between the leader
and the led and is associategmwith more c<omplex
organizaticns. (1> At the hizhest levels, <conceprtual skills and
the identification of future requirements become critical. It
is under=tood that the lines between direct and indirect are
not always clear, but in reality indirect leadership is a blend
of direct and indirect influence employed in varying contextual
situations.

Department of the Army Pamphlet 600-80 ( Executive
Leadership > identifies three levels of leaderzhip. The D.A.
Pamphlet uses the terms direct, indirect and executive. (2)

The third plane is at the unified command or strategic level

with the first two terms representing the tactical and

-
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selected bazed upon the varied positions occupisd and zucces=es

operational level: of war.,  Army Tegulation &00-100 Ar iy

Laadership ) racognice: multiple dimentions of ieadorshiop, (39
A« leaderz advante they will sncounter organisationz with
greater complenity and interdependsncies.  The dimenszions of
leadership will vary from very dircct at the face-ta- face lawa]

of zmall zroup: %o more iandirect at the highszt lavalz. The
Rexulation thusz identifiss two levels of leadership, direct and

indirect, which are applied based upon the environmsnt or

czontext in whizh the le

W

der ie working.

The dizcusszion then bhecomez, do the indirect =kill= and
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nd A.R. 600-100 adequately addre=ss the
requirements at the highazt level which we will farm stratezia?
Should the doctrine lizt +hree levels instead of two?

Thiz paper at*tomptsz.

Mar=zhall and Seneral Dwight D. Eizenhowar. Theze thrase wers

azhiaved over a time poriod.

Following the historical review of the three carcers, we

will review the military leaderzhip literature. The intant i

i

to determine what the literature deszcribes az skills required

]
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and attempt a differentiation in levels. Civilian leadership
literarure will then be reviewed with the same purpoze. The
focus of the overall effort will be to determine 1f there are
level dependent skills or attributes.

The criteria for leadership level zkillz evaluation will
be those which differentiate the broad divizionz of a:ctivity in

broad divisions are

D

preparing for and conducting war. Th
military strategy, opetgtional art and tactics.(4$ Strategy is
the art and science of employing the armed forces of a nation
or alliance to secure policy oﬁjectives by the application of
force or the threat of force. Operational art is the
employment of militd?iifﬁ?éésfto attain strategic zoals in a
theater of war or theater éfmoperations through the 2esign,
organization and conduct of'campaigns‘and,major operations.
Tactics is the art gy thch corps and smaller units usé
potential combat power in engagemente and battles. (5> Skills
appropriate for success in combit at any of the levels of war
seem to be correct leadership criteria for the nation's primary
landpower force,the Army. Following the civilian literature
analysis, the military education sfstem will be briefly
discussed as it pertains to leadership instruction or
opportunitiec for learning in regards to strategic level needs.
Are we offering the opportunity for leaders to prepare for
service at the strategic level? Equally important to state at

this point is that, although we concentrate on the leader, the
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the problem, Az we will ses, dele

preparation of his senior staff is alzo an important aspect of
gation is required az leaders

move to levels of increassd complexity and organizational

-

levels; therefore, the strategic skill:z should bhe of interezt

-

and value to other than those who will becon: z4rat ic

W
(&N

leaders.
The paper will close with an analysis and a conclusion

which will =tate whether there are tws or three lewvals of

leadership.
Historical
Edzar F. Puryear, in his beok 12 S*ar:z, ttatz:z that there
are gqualities that, as he =zays, n2ed %“c be a deszcrin<ion of
leadership and the requirerents for success. He argues against
lists which he feels will not enhance learning. The learning

con2s from study of the persopalities 2f well known and proven

leaders. (&) Althouéh wa will attenmpt some zaort of

“identification of qualities further iz the paper, this section

will look at the carears of three leaders in an attenpt to
follow Mr Puryear's method.
The first is General MacArthur who served as Chief of Staff

of the Army, Commander in Chief in the Far Easf and as the

Commander of the United Nations Forces in Korea.
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General MacArthur's ties to the Arony began with his fatlhe:
who was a well known career military offizer. It therefore
gecns natural that MacArthur attended West Point graduvating in
1903. MacArthur eztablished a reputation at West Point for his
strength of will and determination when aw a plebe he suffered
more than the normal hazing. Hia father's reputation and
continued_prominencgﬁyg;thq_pnesa brought MacArthur spé&iéiq
attention from‘the upper_ciassmen. Though receiving more and
more intenﬁe hazing than the other plebes, he refused to break
and treated the ha;ssémént és ﬁo différéﬁ£ than that received
by the other cadets. (7)

Despite the attention he drew and‘the severity of the
hazing in the first year, MacArthur finished at fhe head of his
class in 1903 with academic scores unequalled for years to
come. Descriptors such as intelligence, willingne=zs to accept
responsibility, determination, hard work and a desire to excel
are s=een in the quotes cited by Puryear. (8)

MacArthur's career began with service in the Philippines.
He then became an observer, with his father.véf the
Russo-Japanese War followed by a tour as the military aide to
President Roosevelt. His early exposure to high levels in the
Army and the international arena was due initially to his
father who zelected MacArthur az his aide as the elder
MacArthur made an 8 month tour of the Pacific area.

MacArthur's name'and_hjsﬁgzedgntials at West Peoint created
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opportunities for further azzignment on the Gonzral Staff,

Here he served as an azsicstant to the Chief of Staff General

L4} ]

While serving on the fGeneral Staff, he bYecazme a favorite

of the S2crstary OquAIwigwtpn D. Paker. Dus =2 ¥acArthur's
duty perfa; mance and the influence of Secretary Ialksr,
MacArthur was azsigned to the 42nd (Rainbow’ Division being
formed for deployment to France. He eventually becamé the
Division's chief of staff followed by brigads and diviszion

command. Both as a staff officer and as a ¢ommander MacArthur

was noted for his bravery and leadership from the front. (9

)

MacArthur became the chief of staff of the Army in 1930

at the dir ion of President Herbert Hoover who zited his

abilities and character in selecting MacArthir over ssveral

. more senior generals. (10> MacArthur guickly <=sztablizhed a

rapport with the President and with Congress as hz worxed to
increase the preparedness of the Army. «p--ii_: arsas included
military mobilization plans and the mobiliza“tion plans for
industry in the event of war. The increaszed number of aircraft
and the importance of air-ground coordination along with the
ground mechanization focus foresaw the changing way of war.

The depression in the United States caused a tension with

MacArthur's ef fforts to increase the size of the Army and to

—_— ~ — -
-

modernize the force. MacArthur's stature, credibility ‘and

communicative skills made him a significant Army spokesman




before Congressz where he became personally involved in effort- %
to raise the strength of the Army. He war successful in 10346 .
with legislation authorizing an increaze of som» 3%,000 men and
officers, (il) B

MacArthur then became the Field Marzhal of the Philippine

Army even though h# wasz 57 years old and at what could have

M

been the end of a highly successful carecer. His responsibility

W

W
0y

to build a Philippine Army with a focus on the defenze of
the islands against a Japanese invasion. His environment
included a depressed economy, an underdeveloped infrastructure
and the issues of organizing and training foreign scldiers in a

highly politician government.

The Japaneme subsequently invaded, forcing MacArthur to

' evacuate the Philippines and establish his headquariesrs in

Australia. The Southwest Pacific Campaign followad with

MacArthur's return to the Philippines and the eventual defeat

of Japan.

P Throughout his career MacArthur was noted for many

-~

characteristics. Prominently mentioned was hiz delegation of

duties, personal courage, loyalty to his subordinates and self

o confidence. The landing at Inchon probably reflects all-of

these in a~éingle event. Conceptual skills are also evident in

MacArthur's service as the chief of staff and as the Southwesf

Pacific Commander..

Additionally, MacArthur was adept in dealing with other

;
!
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services and other countrivi~ Although the command
relationships in the Pacifi§ were divided along zervice linc-
due baszically to the persona}iti@s of MQCArﬁhur and Admiral
Nimitz, MacArthur cc;ducted a maszterful campaign as he mav@d
toward JTapan with a allied for:e using U3 naval a=:zots in muny
c~ases that d4id not directly come under his command. (12) He
created an effective and usually cordial relationship with
Admiral "Bull” Halsey the man caught in the middle between
MacArthur and Nimitz. Halsey described hi= relationship with
MacArthur as good, conducted in a give and take manner. Halsey
reports that if there was a disagreenment, he and MacArthur
discussed the issue until- one changed his mind with MacArthur
never giv;ng him an order <ontrary to the agreed upon action.
(13

i

]
1

The rest of the MacArthur story includes the as:

‘mment as

fig

the Supreme Commander of Allied Powers in Japan where he used
his unlimited power to start the Japanese on the road to
recovery and democracy after World VWar II. He also enjoyed

inifial successeswin<;hg-K0rgan,Var as the United Nations

-~

Commander leading a Joint and Combined 2ffort to defeat the

North Koreans. This came to an end on April the 11th 1951 when

Prezident Truman rei&eved MacArthur of his command. (¢14)




George C. Marzhall
Georze C. Marshall began his military education at Virginiz
Military Inztitute (VMI» in 1897. He azhievad the rank of
Cadet Fir:zt Captain having been ranked as the top cadst
militarily in his first three yearz a* VMI. (1% Marsihal szshowsid

(78

ty early in his time at VMI.
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A particular forr of hazing included sgquatting over an
upturnes bayocnet with the point touchingz the buttockz=. During
cne su:th hacing, Marcshall had beer sick with a fever and due %o

-

his weaxness fell cutting himself. He got up and left the

area. He did not report the incident only reporting that he
had cut himself. Also, he never mentioned the incident to any

other -ade*s. He received no further hazing in hiz time at VMI.

Philirgines. The duty waz dull and becredeom and low morals were
proble== among the =clidiers. Mar:zhall began programs both to

train an? *to relieve +he boredom az he instituted athletic

competition, formal nilitary competitive eventz and military

drill
L Duty in the Philippines was follcwed by assignment to
Fort Reno, Oklahoma and then to Faort lLeavenworth. Marshall

exhibited a dedication and penchant for hard work at Fort

Leavenworth. Hhe accordingly finished number one in his class

at the end of the first year.
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Marshal had inmgreszsed the Arnmy Chief of Oenf:, -

ited the s=tuds

)

nts  at Ford

[
]

Franklin Pell when Pzll v
Leavenworth., Bell selected Marshall to wWork with *he National
Guard during the sumrar after his firzt year. (16 Ta this

duty, Marshazall

movena2nt cf larg:s feorces. This waz the only place at this Yims
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that large forces were trained due to *he limit
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ion of the regular army.
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eft Leavenworth and was zssigned to

[y

various posts with significant amounts of time on tenporary
duty usually with the National Guard. He worked each summer

with the National Guard conducting CPX's and in the mansuver of

larze 1. .ces tarocughcut the couniry. Marshall enicys?d succe=zs
and gained a reputation f£or his =t37f work and inzsructional
capability with <hesymard and in the 1917 active aruwy izrie

World War 1 bezan with U3 involvezxent in *+he or
[

<2 in France. Marzhall wasz an

e

[U]

and training of <roops for zerwv
aide to General Bell at this time who was *he commander of the

fic QENIR O =

19
1

[
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i Department l-:zatad in New York. From thiz pcsiticn
Marshall, now a captain, sailed to Europe as a staff officer in
the 1zt Division. He became in turn the G-3 and the chief of

staff of the Division reaching Lieutenant Colonel in 1913.

t

Marshall later was the primary planner in the ST. Mihiel

attack in August 1918 and the primary author of the plan for

10
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the moverent of aver 500,000 mon and acrociated oY
equipmant for the subsequent Mauwne-Argonne offenunive. (17
Fullowing duty with General Pershing and an azzignment
to China, Marshall was azsigned to Fort Benning whero he becamne
known for his concern for people and instructional auil
As Major John F. Morrizon had been the influonce at Fort
Leavenwor thy for- Marshall and the Arny, Marzhdil now bLbecame the

influenc«: at Benning as he challenged and trained many of the

future lwaders of World WVar II. (18) He was described a-

[

demanding as an instructor and szupervisor yet he practiced
decentralization in execution allowing his subordinates to
perform their Jjobs.

“Marshall's career  could be described as less than

~

promising duriﬁg the post war period. He had been reducad to
the rank of major after the war in the force reductions and
despite his successzes at Fdrt‘Benning méved from there to a
series of assignments that were not especially desirable.

In 1936 however, Marshall was promoted to Brigadier
General and given command of a brigade at Vancouver Washington.
Using the¢ zame approach he had established during =uch
assignments as Fort Screven, Georgia and Moultrie, South
Carolina; Marshall excelled with the Brigade and in his
Civilian tnnservation Corps responsibilifies. Success in these

duties brought assignment to Washington in the War Plans office

as the Asulstant Chief of Staff, War Plans. In 1939 Marshall
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became: the Army Chief of Staff moving from brigadier geoneral tc
general in one year.

The next six years is the period of the ZTelective Tervioe
Azt, Mobilization of the National Guard and tha training of an
arny for world war. Marshall’'s contributions apmnsar ‘o e
obvious bul it was his relationship with the world leadsrs that

-

extraordinary for a military leader. Marzhall was both

1

eem

thl

¢

an advizor and confidant to the president. Pre:zident Roozevelt
gave Marshall full access to his office and took Marshall on

many of the strategic planning conferences invelvingz the

allies. Prime.Minister Churchill viewed Marshall as the force

behind the Americans through his will and detarmination. (1D

Marshall’'s desire to comﬁand was again thwarted by staff
duty az had been the casze in World War I. The izuue wasn the
zolection of the commander for the European invazion, Overlord.
The <hoices were Eisenhower or Marzhall with the Prezident

&

choosing Eisenhower, according to several socur

)
[t
1)
o
T
(2]
[
-
]
LiL
v
i

did not want to lose Marshall's asszigtance {n hiz dealings with
congress and the allies. (20}

Marshall’'s characferistics included a =e2lfless devotion to
duty highlighted during the selection of the commander for
Overlord. Though accompanying the Presidént during the period
the decision was being made, Marshall refuzed to make a case

for himself. (21)




P

Additionally, perzonal zourage, dedisaticn, ~he

listen and learn from others, the ability to work wiz
gervices and the ability to work with congress aprear
descriptors of his service. Marshall maintained ar

and mutually rezpected relationship with the civiiin

leader

~an

o ship especially during the war yzars. As with Ma:iarthar,
Marzhall e=tablizhed a vicion of tha future and had the
personal strength to carry the vision throuzh. The mo:==
dizcuszed ;né' ngﬂ ofréz; éﬁfaéﬁ wiil during this perici being

Marshall’s decision to field 90 divisions in the Ar=zy

argued for over 200~ The rizks were great and the

when many

ramifications too complex to repair rapidly if the decision

were in arror. Marshall stayed with his decizion
his raticrale and in his xnowliedze of the overnll
)

of the ccuntry. (22)

<&

Marzhall's ability %o serve a< *the stirategic

demonstrated by the Worldéd War [I acceomplishmentz and

.
continued =z=ervice after the war. As XacArthur was

"

Marzhall alsc proved hiz Ireadth by zerving as the

a - e . ot

g
bt
» 2
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3
(%2

effectively function in a military or civilian capacit;

.

»

State in 1947 with the Marzshall Plan and its succeszze

-

Additionally, he was recalled by the President in 193590

retary of

served as the Secretary of Defenze during the Kor=an Var. In

1953 Marshall culminated his achieverents by being the first

nilitary man to receive the Nobel Peace Prize.

13

w\&mmmmmag!!-nm--ﬂ




General Dwight D. Eisenhower

Genoral Eicenhower was among the West Point zlaz: the

wtarzs fell cocn. That class had 52 mesbors earn o o omore
ztars. <23% Eiz=e nowpr“ un;lk’ MacArzhur and Marzhall.

displayed no initial inclination or talent for a =ili-zary way

M)
ut
ot
A
1]

of life; especially not one that would find him
comnander cf Overlord.

Eizenhower zhowed no unusual nilitary proniz: az a cadet

11

and what rank he attained he soon lost--usually for taking

chances with the rules. His generally carefree at<izud

i

extended %o his academic approach also. H2 was cfzzn zz2an
reading a magacine rather than siudying. 24

He was extranxsly popular being pl2asant, chesric. zand

considerate in his dealings with people. He, howzvar., did zhow

a fierce, competitive nature in all sports with a zz=:ial
interest in fcottall. Eisenhower .was also descrited a2z full of

confidence and seemad to eazily impart that confidznia. (2%

While being strornz in his opinion, Eiscnhiowe

]

both sides in a discussion.

Eisenhower first served at Fort Sam Houston, and

A

i

subsequently spen: the World VWar 1 year’ training for:zes in the

United States rue‘ully missing duty in the War. His ability as

an instructor kept him out of the war as succeeding commanders

14 .




inzisted that he remain in the instructor rol-., (248> Az an
azide it waz during the post war period that Fizenhowar and

Colonel George Patton esztabliszhed a perzonal and profezzional

= el

relationship as they worked together on armor *acticz and

dozctrine in their endeavor to change the rols of the fanu in—
conbat.

His career was described as less than disting
the 1922-24 time period when he was serving under Generasl Fox
Conner in Panama. (27) Conner became a source of learning and
zserved as Eiczenhower's mentor proving helpful in hiz later
career. With Conner’s help, Eisenhower went to Leavenworth
from Panama graduating first in his class in 1926. (27)
Following graduation, Eisenhower was appointed to the
staff of General Pershing where he worked on a guide book to
the actions of American forces in World War . This was
followed in 1933 by assignment to General MacArthur's ztaff as=
a personal military assistant when MacArthur was Chief of Staf:
of the Army. He subsequently accompanied MacArthur to the
Philippines and then in 1939 was a=signed to Fort Lewis as a
forty-nine year old lieutenant colonel. He then commanded an
infantry battalion followed by promotion to colonel and
re-assignnment to Fort ngﬁﬁousgpntas the chief of -staff f&r"
Third Army. R
The first significant activity as the chief of staff was

the Louisiana Haneuvef; which involved the ﬁobilization,

15
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movement and mancuver of over 420,000 t:roor . Eizenhowsr was
singled Dut_for~t.é;Ex¢éTTént:plannins by himzelf andg thé
staff. (28) Among those imﬁresaed with Lizenhower's performance
was General Mark Clark who would latef recommend that
Eizenhowar becomodgge Chief of Waf Plan: Divizion. 'Tﬁia
position would involve Eisenhower a*t the Lizhest levele of the
governnment as the country prepared for war.

One week after Pearl Harbor Eisenhower was ordered to

an

w

Washington by General Marshall, then Chief of “taff, a:
assistant to General Gerow, head of the Var Plans Division.
(29) Eisenhower excelled at the work drawing strong marks from

Marshall and Gerow for his perceptions in global strategic

0

oncepts. (30>

At Gerow's departure, Eisenhower became the Chief of War
Plans and azsistant Chief of Staff. He was promoted to Major
Generai and in his duties frequently accompanied Marshall to
the White House for neetings with President Roosevalt.

In June 1942, Eisenhower was appointed as the Commander of

the European Theater of Operations, US Army ¢ ETOUSA ). - At the

RIS

apéointment? Admirdi'Kinnglééed American naval forces In the
British Isles under Eisenhower ( this was an unusual and
unilateral decision by King) as the top-U.3. officer in Britain
making ETOUSA a joint command.

Subsequent operations were the issue with the decision

being should the first move by the allies be into Europe or

16
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Africa. The decision was to go into Africa (Operation Torch)
with Eisenhower as the commander. He was promcted to General

and Commander of Allied Forces, Northw

I}
u
t

Africa. Eizenhower

&

was the supreme commander of the allied sround, air and nawval

»

a he

i
Wt

forces demonstrating coordination and pianning zkill

dealt with the sensitivities of the Britis:r and *h

i

D
11

rench

o
ja]

concerning future operations. At this same general time the

[talian government surrendered giving Eisenhower a full range
of issues with which to deal.

In January 1944 Eisenhower returned to London as the
commander for Overlord, the invasion of the European Continent.
The invasion was noted for the ~cordination, cocperation and

trust among the allies and especially betwsen the civilian

leadership and Eisenhower. He wa: describ:

o

air in hi=

0
[N

31 as
dealings, reflecting a clear mind while fully azcepting
responsibilities. Eisenhower was a soldier-coordinator-diplomat
who was politically sensitive yet ogne who maintained his focus
on the mission. (31) Montgomery called Eizenhower a military
statesman and coordinator.

Eisenhower's characteristics included trust and
confidence, selfless duty, dedicated study, visibility to
soldiers, delegation/decentralization and will power.

Operational vision was also one of Eisenhower's preeminent
as the planning for the Louisiana Maneuvers, Operations Torch

and Overlord showed. Eisenhower saw the unity of the Overlord

17




alliance as the k2y to victory and as =uch he waz willing to
put American soldiers under British commanderz ani 4id so to
make his point. Iuring the Battle of the Pulze for example, he
took forces from Zradley and placed then under Montgomery.

Additicnally. h2 was willing to make f=rzcnal sacrifices
for the common goci. It would have been easzier 2o replace
Montgomery than toc have to deal with him. Yet, Eizenhower
found a way to keep him in command and contributing as he did
Patton when many taosught Patton shculd be relievel. The ond
state of victory by the alliance was more important than near
term difficulties.

Eisenhower's ability to serve at the strategic level was
proven i; World War II and in his later service *2 the country.
He was Chief of Staif of the Army, the NATO Comma:riler and
after a period as rrezident of a larze zorgoraticn was electad
Preszident of the United States.

What can thisz survey of the careers of these men indicate

about levels of leadership? Each o

a5}

fi

O

er performaid
succezsfully at the tactical level, commanding an3 serving as a
staff officer. MacArthur served az a combat commanier a%
brigade and division level. Marshall did not serve in command
in combat but did move forces on the battlefield and convert
potential combat power into victory in World Var I. He also
later comnanded at brigade level at Vancouver. Eisenhower did

not serve in combat at the tactical level but spent a great

18
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subsequently commanded a battalion.

Operational skills include enyplcying forces
strategic goais. MacArthur displayed thsz> =zZkills
Commander in Chief in the Far Faz® with ths Zzamoa
Southwest FPacific. Marzhall and Eizsnhower al:zic

the tactical level in a theater of war with the X

and Torch operations respectively. Although requ
understanding of the tactical environment, coperat

in the conduct of campaigns and major cperations
different magnitude of complexity.

Strategic conditions include:

establishing 3z

assigning forces and impesing conditions on the u

the armes forces of nations and aliiances are< 2mop.
Military =nds, ways and meanz are fonvinet "o &Ik
zecurity policy objectives. Az *the chist o7 znaf”s
MacArthur was successful at the national lzwv=l a:

with the President and Congrezz in

3
ot
]
“ry
w
'
s
h
y
+
rr
1L

war. His service as Supreme

Japan involved national policy cb
Commander responsibilities in the Korean War.

overstepped his bounds by deciding policy instead

policy, the President relieved him. Marshall and

also served national security obiectives in their

Marshall as chief of staff of the Army translated

to attain

th=

o
o

iring an
icnal skills

are at a

'nited Nations

When MacArthur

of serving
Eisenhawer

zervice.

political
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guidance into force structure and pricritire. abjordives in the
war., Eimonhower, an the commander of Overlerd, < onwverted the
guidance of the combined Chiefz of Staff into pric: it

tices,

applying resources as he establizhed conditioun: non Lhe uze of

bt

force.

There were different skills or attributes required at the
operational and strategic levels. Employment of military
forces involves a sensitivity to strategic goalsz as campaigns
are designed and major operationz are conducted. The thrust
though is military action in a theater of war. Setting the
fundamental conditions and providing azzetz to szecure policy

objectives are at a higher level of endeavor.
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Military Literature Review

The mili

ot

ary review will ad

manuals. Other 1:i¢

erature on nilitary subjects but not in th

manuals will be dizcus=zed in a fol:l

The capstone manual is F¥ 100-1 (The Armyd). FM 100-1

begins with th2 national purpo=zs ani national ower cf the
purr P

United States. Then the manual dizcus=es the ccns+i+utional

basics of independence, human freedoms, human di

-~

rights which provide three goa

[
n
[

he first is tc preserve the
independence and integrity of the United Sta

to preserve U.5. and allied vital in<e

:terest abroad and thirdiy
to help shape the wcrid zo that fresdom and democracy can
flourish. The national purpose and constitutiorally derived

goals provide the tasic objectives of the military forces. <(32)
The Army’s role in the military forces is primarily

landpower, executed in coordination with the other military

services. There are fundamental ccnziderations +ha+ define the
Army‘s role as a component of national power. The first lizted

by FM 100-1 is political purpose. VWar is a politically

directed act, therefore the conduct of war is defined primarily

by its political objectives. (32

The manual further describes war as a national




includes loyalty, duty, zelf

undertaking which muz: te :oordinatad from the highest lavaels

of policy making. (34) War <an %2 at one or more of thres

levels; strategic, operational or tactical. FM 100-1 conzlude:z
with a c¢hapter on the Drofoscicn o7 Arms in which “he Army

Individual values are z-ompitment,

cr
Q
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the purvose 3statement for the Army we then

That manual begins with a statement that the skill and courage

of leaders.is oritic-al to win in the wide ranze of nossible

confli:z%s., The environmsnt will -2r*tainly be joint and will
mrobably be combined. 3245 There is then a raquirsment for a
strategic perspactive, Nl?h cophizticated wnowladgze in the

world wide areﬁas~;n wﬂi?nge~m:: operate. Three essential

componaents are raguired to meet thiz challenge; superb zoldiers
and leaders, sound doctrine dnd’apprmpriate'weapons and

2quipment. It further =*ata: that +hae human dimenszion of war

s

will be decisive in the future az {t has been in the past. (37
Joint and combined operations, with the requirement to

function in Unified Commands, Specified Commands or az part of

a Joint Task Forze will % the normal operational environment.

Personalities and sensitivities of allied military and senior

civilian are important realities in the strategic environment

[
V)




of today's Army. The diz_u:zsicon then addresses strategis
deployments in suppnrt of world wide missions which further
reinforces the aspact of s<rategi: perspectives for the Arzy's
ze2nior leadership.

The thrust implies tha*t *the senior or national lavel

leader has the requiremen* =c provide resources

\7]
o
U}
ol
H
i)
ct
4
[
ot

training is appropriate fzr foreseen emplcyment and that
subordinate leaders are abl2 to use initiative. A world wide

vision that couples naticnal obiectives with resources is
necessary.

o

The capstone traininz manual FM 2%5-100 (Training The
g z

B¢]
U

‘or~ad, describes the mizz!o2n of =senicr leader:z as developing
' ' S

. and communicating a his iz vased on the mi=zsicn,

ize-+trine, hiztory, threas, srzanizatisnal strangths and
woaknesses and the frainingy =srvironment. 32 The technigue <o

be uzed is centralizsd planaing with decantralized execution.

tad
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four requirements for miii<ary lzadership: to lead in p=2ace to
be prepared for war, to deveiop individual leaders, to develop
leadership teams and to de:ssnrralicze. The orientation iz on

encies of a peace time

[

wartime, preventing the effic

.
‘.
i

centralized systém from ad~varzely impacting on training and
operations.
There are two modes of leadership; the direct and the

indirect. (39) Direct leadarship 1z at the junior officer lavel




conducted in a face to face 2nvironment. Indirezt leadership
involves subordinate level(s) between the leader and the led.
The manual li=ts vision and building organizations as the
iﬁdirect leader's responsibilitiesz. This allows junior leaders

2om

lizh their tazks at-the dir=:-t laval.

W
0
Q]
w

the perspective to

‘0

“hapter 4 providezs a dizcuscsion of what a leader should
b2, These attributes include; integrity, sense of valuaes,
courage, candor and commitment. Character iz also diécussed as
an inner strength and the link between values and behavior.
Character provides the means to do what one believes to be

correct. 40 _

Subééquént manuals in the hierafchy inzlude FM 22-101 ¢

Counseling >, FM 22-102 ¢ Soldier Team Devalopment > and FXN 22
103 « Léadership*and'Command'at Zenior’ Levels ). - While 22-101
and 22-102 are important in the laader development process,
senior leadership is the focus here and we will therefore nex
address FM 22-103.

FM 22-102 ( Leadership ahd Command at Senlor Levels)
provides the doctrinal framework and a statement of principles
for leadership and command at senior levels. UUsing direct
leadership =kills az a base, the szenior leader provides vision,
communicative skills to project that vision and the will to
g2nerate the organizational leadership to Qiﬁ.

FM's 100-1 and 100-5 provide the imperatives and

guidelines that establizh the tactical and operational
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leaderzhip demaniszs to me=% sur zonstitu*ional colizations.

These manuals also provids the ccnceptual baze from which
requirements, <charattarizti:z and tasks of effz:%tiva senior
eadership an2 <command flow. «ily FM 22-103 reccznizes a need

for a zeparate dizcwzoisn of indiraect leadsrzhip szzills, .

concepts and fundamentals tritical to crganizaticrnal teams due

the avility *%o zon2epts valize events and <reate m2ans to deal

~

with future réquirem-nts;
must be accomplished. (427 The vision must include national
and international” perspectives due to fhe environment of

compleaxnity and interdsependenciez that the Army now serves.

senicr leadercziip and ccmmand The characteristics are ethi:cs,
skilliz, command proc=sze:z and aspects of the organization that
are critical to executicn. The fifth spcke Is <the challenge =f

manior leadarzhip which i3 describad in chapter ! and

illuztrated through historical case studies in *he final
chapter.
The weniors leader’s vision is based upon certain
tributes, per:zpactives and imperatives. (43> Attributes

describe what senior leaders are to their organizations while

perzpectives provide an experiential/educational bazis or
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foundation for the zenior leader. Inperatives vrovide focus
and sustain the organizational will to win. Implementation of

the vision then becom2:z “he requirement for the zenior leader

o

as the hub (viz=icon: {=
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Ethics are tazed in valuves, drawn from the constitutional

system. Eth1 =z buitd® a-moral foundation for action and result

in a moral toughness. ©Zkills include concepstual abilit
competencias and ﬂommuniuaflv; abilitiez. The skill=z are not
level dopnndnnt but include the continuum from the ability to
listen at the leader-led leval to coordination and persuasion
zkilié at the joint and zombined level.

Command processze:z are listed aszs follows; <command,
ccntrol, leadership and managesment. All are to be us

e

(1]

togzether in an appropriate mix az they relate to the
orzanization. Good arganizations adapt quickly, respond to

~hanging <~onditions, withstand stress, rebound from zetbacks

=

&

and know what they are doing. (44) The appropriate control
processes recognize the <components of organizations and the
senior leader applies prccesses‘at the right time and place.

Senior leaders understand themselves, their organization

and thgir mission. They then establizh the objectives which,

by using their leadership =kills and appropriate command

processes, are obtainable. Indirect skills will serve the

senior leader no mattsr what the level, operational or
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3trategic. Th=e cont2at 13 wnat chanze:z and not the skills.

Two other references will be briefly discussed.. The.

first iz Army Res:iﬁtion-60@~100 (Leadershipd. A.R. 600-100

describes muitiple Zimensicns to leadership whish require -
different skills and knowleicasz dependant uson the lavel at

1]

which the leader

{

2rves. ‘4, The application of the dimensicn
will wvary alcng a Zcnitinuum from a direct aposroach at the

individual or =na

[
[ aad
(V)]

group level to the more indirect at higher
levels. Diret laaderzhip iz at the face to
face level. Althouzh generully associated with the ftactical
level of war, the ckills ar:: necessary for alil Army leaders.

. As leaders move up the organizational

and more =c-phizticatzed =Xill-, are n2eded due tco the increased
complexiscy ani tiore of rezponzibilities.  The Regulation does

organizaticnal aind zcope of re23zponsibility regquirements as
leaders prozr=:is in the Army”s organizational chain At the

strategic lewvel or in the :rategic arena, <onceptual and

integrative abili*ies becom: more important. Sush actions as

|

the creation of organizatioual structures needed for the

future, establiching the funldamental conditions for operations

in war or those ne2dod to tor war are involved at this level.
The second referenée !~ Department of The Army Pamphlet

#00-80 (Executive Leaderszhlis. The focus iz at the three and
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four star level with an intent to provide a philosophy bazed on
level specific tasks. The pamphlet intends to provide a

systems perspactive of the Army founded.on “he 2uperience:z of

Arny officers at this level which will then provide a basizs for -
a le2ader developma2n®t srotess
Cuecutive lewval leadership is performed at the top ons

or two 2chelons of the Army working in an environment of

conplexity and multiple internal and external influences. (46)
Future focuz, vision and second order effects require the
ernecutive Yo have a systems approach to leadership. To reach

ot
by
[N
)
ot
0
e
*.l
]
<

21 the leader progresses through two subordinate
levels of ieadership. |

The first is direct leadership which is face to face
influa2n:e and ianvolwzz control of on2s work. Indirect
leader=hip iz at the mid-level and builds on direct lewvel

3

skills. Iavolwed 13 building teamwork and integrating

T-

fun:tions. he pamphlet uses an overlapping arrangement of

skills as levals blur with direct leadership being at the

-~

battalion level progressing to indirect/enecutive leadership at
the Department of The Army/Field Army level. (47)

Major areas of work at the ezécufive leviel include joint
and combined lateral relationships, external relationszhips with
soclety, relationships within the nation's defenze forces and
future capabilitie=s planning. The executive leader employs all

three levels of leadership while operating in this complex




environmer< ©f the national and interrational arena
publications now need to be analyzed using as criteria the

3 0of war.

(=

three love

The zactical level or direct leadership as the literature .
calls the factizal ievel, reflects consistency In 2ach of the

communicaticn =Kills are at the tactical level. Operational
level descriptions in =2ach publication are consiz=tent while the

¥ 22-103 uzes the term indirect and refzrs *o visicn

[o )]

and <communicative skills to build the organization and <r=ate

teanworx. Jkill= and attributas of the leader orovide the

4

ocuz ani will power %5 =s=uccead. A.R. 600-100 does nct addre=zsz

[

" - P s P T Yaed . 3 - - : s ¥y~ - - - e 2
evels -2 leadershiz btul does dezcribe skills that correspand

TR .
structure Tha leadefymusf understand hi= orgzaniczaticn and i%:
capabilitizs. D.A. Paxphlet ©0C-2 addrezzez %t=2am bullding
alonz with intezrating functicns for the indirect lewval leadsr.
No [(evel of war iz identified but the crientaticn is on
-7 creating <combat power using establizhed (normally) coﬁmand and

control relationships. Employment of combat power through the

-

use of well lod and sound organizations generally suppcrts the
operational level requirements. The factors of campaign

planning and the use of joint and combined operations iz not
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rence to coordination and perzuazjon skillr

zwilis in a wmore direct nanner.

Stratezic level leaderzhip i1s the next area to be
analy:e@. FM 22-103 addresszes two levels of leadership and
uwez the ooncenr that o the dndirect okills are applicatls for
stratesic Loy !:%:/ghanges at aigher levelz 13 tie

Ianrent g oanvisoanment. AR.IVI-10D alzo dizcusce

and o s oon

sundamencal

Arsanizat lon

zonditions for onerat

reagairemens s
S00-30 uses

capabilities

policy obj2ctives zeoen in the definition of strate

contition: for operations in war and the

H
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re describe a strategic arena involved with the

e

»

al strustures to meet future requirsmentz. Futures
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s in war or to Jdeter war are LHaa
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tor the highest level leader. DA Daaphles

the term executive and identifias future

pianning and future requirements as the ewecutiv
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on=ibilities. Theze lazt two Jdocuments more

ate to the <oncept of employing forces to zecure
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Teader nip that corre s ondos to the three lewels of wa
Leadlor chidn o rejuivomenc . fnoan 2moeliont manner. Thene could
Eorve aLoa mede L oror ciee srructare of leaderahUS 0 loodrins whi
mat:rhes loador rosguivonents witnh owar Sizghting ckillc. There
zhoulld me choae Dovels ot leader shin Polens fiiad lnotho
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rublication.
Civilian Literature Applicability to The Mlilitars
With =zome sceptions, the <civilian literaturs do2:z not
Mimewss leessls of Uedderzhip. The basic thruzt Lz that thera

munineens oanel cloe milizary The tkills and sttrizores acisn
~#iEh theza in M 224103 and with the top two la2vels dizcuzasd
in the Hegulation and DA Pamphlet.
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zelfless duty and -ompetency. There are also =z=kills +ha*
ralata 5o fun-tiocnt cath Az proaviding vizion, zoal zetting 2

L=

will power to the organization.  The top leadsr nust have a

A

“2 T

HU

long rang2 focuz with a itivity to hiz 2nvircnmant and

adapt his organizatiun to changes in this environment.

&

Leaderzhip i3 generally viewad In the literature as a zkill

which can be leoarnod, There are zome inborn asnectsz but
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School Evaluation

Arnmy Regulation 600-100 charges the Army War College with

the mizoion of teaching leadership at the strategic ié?él. The

30 «char rzes the Center For Army Leadership ¢ CAL)
A% Fort Laavenworth, with the doctrine mission for the Army.
CAL publishes FM 22-103 ¢ Leaderéhi?!and Command at Senior
Levels ). FM 22-103 is the bazis of the course one laaderszhip
instruction at the Army Var College. A second document alzo
uzed iz the Department of The Army Pamphlet 500-80 ( Executive
rshiy

Leade )y,

m

s

The leadership course has an introductory three week phaze

to =tudy the doctrine through the manuals/regulati

Ul

PR -

LI

studies and guest speakers. The thrust is strategic
rainforced throughout the year aé students Pgrticipate in war
Zam2s and simulations which place them in various senior
leadership positions. There is also a zelf asz=ze=zsment
leadership paper through which students focus on their senior
leadership philosophy. The strategzic focus is being
strengthened in Academic Year 90 with more opportunity to
experienée roles and positions. Using both FNM 22-103 gpd D.A:
Pamphlet~6Q0-§O the =tudents- become grounded in the skills and

attributes of senior leaders while gaining an appreciation for

34
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the izzi-z of national powar and policy implementation thrzuzh

ilitary strategy. 49
The Army education program at the strategic level provides

an aﬁbzoptlafe oppa;z:;i+y for 1: 2arning.
wouid e the addition, if feasible, of field trips to senior

lavel headquarters. This is the only. way to reczeive a true

appreciation for the senior level.

Analysis

The criteria of strategic, operational and tactical lewvel
21 war are consistent with the historical -aze ztudies uzad.
Tranzlating potential combat power into =ngagements and

pattles, 2mployment of forces to attain Bfrhtagi: 2oals in

theater of war and employing the arned force: to

objectives are specific levels zeen in the duties of the three

officers studied. Individual skills and attributes of Army
leaders are also reflected.

MacArthur, Marshall and Elwenhownr displayed

and integrity with a desire to excel, All worked well at the

direct level in their early assignments with soldiers; each

showing a propensity to teach and exhibiting personal courage.

MacArthur successfully served in combat as a brigade and

35
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secure policy

<haracter from

There was determindtibn. trust
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divizion commander. Marzhall though not commanding f{n combat,

Aid excel- at- the ta ctiﬁal lavel in the Philippines az a

lieutenant and later in a zeriez of staff and unit assignme

1

sulminating in brizade command at Vancouver. Eiserhower zerved
At the tactical le2vel az h2 trained forces f£or conbat in World
War I and as a battalion commander at Fort Lewis,

TJoerational level capabilities were demonstrated by
MazArthur in the Philippines prior to World War Il and as the
Far Eazt Commander during the war. Marzhall employed for<es in
& theater in Vorld War I as the principle planner for the
M2usze-Argonne operation. Eizenhower displayed the same

2mployment skills in the Louisiana Manguvers and Operation

For--h. The number= of forces involved, prn paring plans for

N
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D
)
P d
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campaizns and operations, and the perspective o
Lheater are t=kills that 3o above the tactical leve

The employment of armed forces to secure policy objectives
implies a national and international perspective that involves
political aspects. The environéént has a breadth which i=
greater than at the opﬂra+1onal laveal, WafAr+hurA£n££iallfr
worlked at this 1eve1 as the chief of staff as he attem pted to
rebuild the Army. Subsequertly, he zerved as the Supreme

Sommander in Japan and as the United Nations Commander in the

ecure policy

ut

Korean VWar where armed forces were employed to
objectives. Both in Japan and in Korea his responsibilities

rategic goals,

G
CT

axceaded the employment of forces to attain




Tho fundamental -conditions for op2rations and conditinons for

the use of forces were zot by MasArthur, He then exceeded hi-

"

rezponsibilities when his policy in Korea differed from that of

the national <ommand authority, He was no lonzer supporting
policy objectivesz. Marshall alszo zerved as the Chief of Staff

.of the Army establishing force levels and imposzing the
conditions for the use of forces. He employed forces to
secure policy objectives. Marshall's Germany first and direct
~invasion of the continent policies gave a direction for asszet
prioritization. Eisenhower, as the Overlord Commander and
later as the chief of staff, moved beyond.éhe operational level
of Torzh as he assigned assets for the Eﬁropean Theater,
azzizned priorities and transla*ed the political guidance of
the Allies into military operations,

The hiztorical review supports three levels of leadership
skills 2ach with aspeéts greater in scope than preceding
levels. Al@@OU%ﬁ_ﬁ;ghlPuglds on the other as officers gafﬁzd
rank, eagk officer gad to develoﬁ new =kills for the ;;xt level
of duty complexity. The employment nof forces in a theater
requires skills“bfvCampdign'plénniﬁgnénd execution. The
provizlioning of forces to support policy objective:z is at a
higher plane of perspective. This level involves national
power and resource allocations.

The doctrinal review reflects consistency at the tactical

and operational levels of leadership. The reference
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attributss that mosbt the requirements of *ho i fical and
oot dical oand

dperational laovsls of war recpectivaly, Tha i oronnact 4 oak
the strazegic lewvel,

FMo2o-l03 lists two levels of war and operats: wish the
philo=zcphy that <he higher levszl, indirect, <: 5ppli¢able at
the ospzrational and sirategic levelszs,  While the indipecs

dAnes not nesd. Arny Regulation HC0-100 upzor* = <he bazis
tarnzt od FM O 22-103 a3 it applizs +he indirect -kills
throughout the senior dimensions of lesader:hio. t oaddreszes
the 2xills of future requirement identifi-ation and the
wntabniishrzent of the conditisnz f-r CTeErations oo oW
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Theze coincide with those seen in the definition of military
strategy.
Civilian literature do2s not provide insight into the

quesztion of levelsz, The literature doe:z support the doctrinal
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and attribvuites regquired at both lower and

There i3 a ztrategic level of lzadership that iz different
than the doctrine now descrives in the two levels of direct and

indirect leaderzhip. What this level is called i3 unimportant

az long as thers i3 a reccignition that at the strategic level
there iz an order of magnitude diffarence The diffarence zan

arguably be framed in the context of environment as opposed to
a il2vel of lsadership. However, the hisztorical and dectrinal
analysis indicates a stronger argument against this approach.
There is a distinction at the strategic level that needs to

)

made and the dostrine should read accordingly.

e
)

The zurrent revision to FM 22-103 written by CAL meats th

requirement superbly in the de

n

cription of the strategic
onvironment of the zenior l2ader. The one alteration ! propose

is a definition of a third level and then the standardization

30
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0. 31ides from the Leadership Department, Carlisi
slides were uzed in a Xarch 1989 docision briafing
Commandant, Army War Coll=zge. Colanezl Jack Speedy
Department Dir2ctor) alzo providad inzight during a
nonths as this ressarch was being tonducted. Colon
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